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of this Handbook
Isto give the user a better understanding of the performance
appraisal system in New Jersey State Government and to detail
the purposes of the PAR Program.

providesthereader with an overview of thetopic of perfor-
manceappraisal. Includedinthisoverview arethefollowing: basic objec-
tive of performanceappraisa and lega requirementsof appraisal systems. meant to be all-inclusive

This Handbook is not

— , : : of performance appraisal
provides information on how we arrived at this system P PP

for the State. systems. It is meant to

gives an overview of the features of the program, the gielassistanceliolthose

benefitsof the new models, therationaefor the standardized rating cycle who are raters, ratees
andthenew 3leve ratings. Itwill also discussthe PAR rulesand their

implicationfor promotionsand layoffsaswell asthe EEO obligations. and reviewers in order

to improve the entire
takes the reader through the PAR process — from the

drafting of thevarious segmentsof the PAR form through the apprai sal process of performance
interview process. It will also providethereader with someguidancein
developing gods, job responsi bilitiesand essentid criteriaand in conduct-
ing gppraisa interviewsand deaing with difficult Stuations.

appraisal.

discusses the new Performance Assessment Review
System. At the end of the document there are some frequently asked
guestions and responses.



o dotheir best, employees

need to understand the

mission and goasof their
department or agency and how
their work fitsinto the overall
organization. They need to know
that their efforts matter and make
adifference and that their supervi-
sors and colleagues recognize and
acknowledge them. Overseeing
performance and providing feed-
back is not an isolated event, but
an ongoing process that takes
place throughout the year.

The PAR Program is part of
that process. It provides an excel-
lent opportunity to communicate
with an employee about past
performance, evaluate the
employee'sjob satisfaction and
make plansfor the employee’s
future performance. Performance
Management, through the PAR
Program, isacritical managerial
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Ibid., p. 14
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The important work of State Government
done on behalf of the people of New Jersey
Is accomplished through the individual and
team efforts of over 70,000 State employees.

process used to define, assess and
enhance employee performance,
operational outcomes and resullts.
It hel ps empl oyees understand
organizational goals and their
rolesin achieving those goals
and serving the State.
Performance appraisal isa
pivotal management technique.
Numerous workforce decisions
are supported by performance
appraisals such as promotions,
demotions, retention, develop-
ment, transfer, and pay.
“Performance appraisal is
aconscientious effort at formally,
rationally, and objectively organ-
izing our assessments of others.”!
Focusing attention on the objective,
job-related criteriafor ng
performance, provides the manager
with the means for making appro-
priate decisionsthat rationally
contribute to the organization and

“Dennis M. Daley, Performance Appraisal in the Public Sector, Connecticut: Quorum Books, 1992, p. 14.
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individual’s effectiveness.?
Research has shown that how
employees perceive a performance
appraisal syssemisacruciad element
in determining its usefulness and
success. For thisreason, itis
critical that the employees of the
State of New Jersey understand the
purposes and processes that com-
prise the Performance A ssessment
Review (PAR) Program. Ascited
in Daley, caselaw outlinessix
criteriafor constructing perfor-
mance appraisal systems. Job
analyss, work behaviors, communi-
cation, training, documentation and
monitoring combine to guidein the
development of systems capabl e of
appraising performance.®* Re-
search has shown that the perfor-
mance on which an individual isto
be appraised must be clearly under-
stood if the resulting ratings are to
bevalid andreliable.* Both the



ratee and rater need to understand

the job requirements that the ratee
is expected to fulfill. Without this
mutual understanding, it iSimpos-
sible to either perform or evaluate
the ratee’s work.

Feedback isan essential
component of the appraisal process.
Every step of the processrelies on
communication between the rater
and ratee. Althoughitis often
difficult to deliver perceived bad
news, if arateeis not performing
up to expectations, it is essential
that the ratee be given that informa-
tion as soon as possible and that
every effort is made to assist the
employeein correcting performance
problems. Trainingisalso an
integral part of this process. This
document is but one part of the
training that will be offered in an
effort to ensure that the appraisa
process is conducted in the proper
manner. Asin other efforts, the
resultsareimproved if everyone
knows what to do. Thus, not only
isit important for the raters to
identify the specific type of training
that is needed to improve the
performance of aratee, it isimpor-
tant for the rater to know how to
conduct the appraisal process.

Documentationisessential in
any processthat can ultimately

determine personnel actions. The
importance attached to an
individual’sjobissuchthat the
courts have extended the rules of
evidence to cover the employment
of performance appraisal systems.
Organizations must be ableto
produce evidence in support of
their personnel decisions, especialy
inthoseincidenceswherein severe
sanctions and job |oss are imposed.
Asthe State of New Jersey has
moved to a system whereby perfor-
mance will count more and morein
making determinations such aswho
gets promoted and who will be
retained during areduction in force,
itiscritical that documentationis
available to substantiate the deci-
sions that are made.

To assist departments during
thistransition period and also to
ensure that the systemishandled
equitably acrossall departments,
the Department of Personnel will
conduct audits of the PAR Pro-
gram. Itisalso recommended that
each department monitor the
various aspects of the PAR Pro-
gramwithinitsagenciesand divisons,
take corrective actionswhen neces-
sary, and reach out for assistance
when needed. The Department of
Personnd standsready tolend
whatever assistanceisneeded.
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Asreported in the

1970-1971 Annual

Report of the Depart-
ment of Civil Service, the Depart-
ment received assistance from the
United States Civil Service Com-
mission in astudy of our Perfor-
mance Rating System. Then
Commissioner JamesA. Alloway
stated: “The existing State Em-
ployee Performance Evaluation
System requires a substantial
amount of time and has shown little
or no known beneficia results.”
This led to the creation of a new
evaluation program known as the
Employee Performance Eval uation
and Improvement System that was
implemented during the 1971-1972
fiscal year. ThePAR Programwas
initiated in 1985 to replace the
Employee Performance Eval uation
and Improvement System (EPEILS).

Performance appraisal isnot anew techniquein
organizational management. EveninNew Jersey
State Government, performance appraisal is not
anewcomer. It hasbeenin existencein New
Jersey State government for many years.

The PAR Program was designed to
give supervisors and managers
more structure in evaluating the
performance of subordinates and
emphasized employee devel opment.
Since this program continued the
practice of presenting supervisors
and managers with ablank sheet of
paper, the use of the form was seen
asintimidating. In addition, it was
difficult to ensure any level of
consistency among raters and
compliance with the program was
extremely low.

In 1994, the Commissioner of
Personnel formed a Committee to
review the Performance A ssessment
Review Program. The Committee
was comprised of management
representativesfrom variousexecutive
departmentsand union representa
tivesfrom the bargaining unitsrepre-
senting theworkersin stategovern-
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ment. It wascharged with making
recommendationstoimprovedl|
aspects of the program. The
Committee report was submitted
to the Commissioner of Personnel
in December 1994. The Committee
found the following:

* therewas|ow participation;
* theformwasnot user friendly;

* there were numerous rating
cycles based on anniversary
dates that changed based on
certain personnel actions;
and,

* the interpretation of the
scales was |eft up to the
individual supervisor.



Of the recommendations made, the
ones that were implemented almost
immediatdy were:

» thestandardized rating cycles(al
employeesinanAgency receive
Interimand Fina Ratingsduring
the sametwo months of theyear)
based upon Agency needsrather
thantheindividua anniversary
date based cycles; and,

» thedesign and piloting of specific
modds.

ThePAR Unit carefully researched
the best practicesin thepublicand
private sectorswith respect to perfor-
mance appraisal systems. Theresults
werethefivemodel sthat were
offered to the various departments of
sategovernment:

PAR CommitteeModd,
Performance Factor Checklist Modd,
Work Standards Checklist Moddl,
Management ObjectivesModel, and
the 360° (multi-rater) Model.

Of the models offered, only the
360° multi-rater Model was not
selected for use by any department.
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1970-1971 committee formed to
study our performance rating
system, which created the Em-
ployee Performance Evaluation
and Improvement System
(EPEIS)

1985 this system was replaced
with Performance Assessment
Review (PAR)

1994 committee formed to
review amd improve the
program. Five models were
recommended.

1997-1998 models were refined
and implemented in 1999.

1999 committee formed to
make recommendations regard-
ing implementtion of changes.

2000 published report.



he Models were refined
and piloted during 1997
and 1998, and imple-
mented during 1999. Latein
1999 another committee was
formed to study the PAR Pro-
gram and make recommenda-
tions regarding implementation
of the changes that were about
to be adopted by the Merit
System Board. The committee,
comprised of management and
union representatives, published
itsreport in February 2000. The
major change to the system was
the reduction in the number of
rating levels from five to three.
In addition to the change from
afivelevel rating scaleto athree
level rating scale, the anchor
points are now unsatisfactory,
commendable and exceptional.

The major change to the system was the
reduction in the number of rating levelsfrom

fivetothree.

5 = Qutstanding

4 = Commendable

3 = Successful

2 =Needs Improvement

1 = Unsatisfactory

Whether a department selected the
PAR Committee Modédl, the Perfor-
mance Factor Checklist Model, the
Work Standard Checklist Model or
the Management ObjectivesMode,
the basic framework of the pro-
gram is consistent. In every model,
thereisarequirement for aninitia
meeting between the rater and
ratee; a meeting six months later
between the rater and ratee at
which time an interim evaluation
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3 = Exceptional

2 = Commendable

1 = Unsatisfactory

is completed and a meeting six
months later at which time a
final evaluation is completed.
At each stage of the process, the
rater is expected to justify the
ratingsin behavioral terms, i.e.,
what actions did the ratee take,
what results or outcomes were
observable. In addition, the
rater is expected to put forth a
development plan for the em-
ployee. Note: Even an excep-
tional employee can benefit
from developmental activities.



Based on research and discussions
with subject matter experts, it was
determined that these models

would increase the likelihood that:

» Job Expectationswill beclearly
identified and thereforeachieved

e LikePeformancewill berated
amilaly

*  Communication betweentherater
and rateewill takeplace

Theformsdevel oped subsequent to
thework of the PAR Committee
strengthened the focus on Job Expec-
tations by enhancing this element
in the structure of theforms. Itis
thus now more likely that Job
Expectations will actually be
recognized, emphasized, and
achieved.

The 1985 PAR did not provide
any guidance to theraters or the
ratees. Different participants, even
in similar work environments,
could devise different rating criteria
and thus rate similar behavior
differently. The new models use
Major Job Responsibilities, Essen-
tial Criteria and Rating Scales with
pre-determined anchor points. Asa
result, since participants in compa-
rable work environments will now
be rated using the exact same
instrument, it is now more likely
that like behavior will be rated
similarly.

The structure of the new models
facilitateskey face-to-face conversa-
tionsbetween therater and ratee, as
well aspertinent sign-off by ratee,
rater, and reviewer. Theformsaso
alow for theincluson of comments
by theratee. Theform successfully
setsthe stagefor appropriate commu-
nication between the parties.

Thetimeframesestablished for
the PAR processin each department
isdependent on the busi ness needs of
that department. Thisstandardized
rating cycleistiedintothemissonand
goalsof the department asawhole
rather thanindividua anniversary
datesthat were unrelated to business
objectives. The concept of using
anniversary datesfor evaluating
performance and disbursing salary
increments, although logical on
some basic level, caused a tremen-
dous amount of administrative
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work. Supervisors and managers
were required to keep track of
numerous anniversary dates and the
changes that occurred to these dates
when certain types of personnel
transactions occurred. Needlessto
say, the burden of keeping track of
S0 many dates resulted in non-
compliance. With the standardized
rating cycles, supervisors, manag-
ers and employees know when
ratings are due and everyone can
participate in the process of re-
minding one another that ratings
are due.



of Features
o1l =1/= PAR Models

Work Performance

Par Standard Factor Management

Features Committee  Checklist ~ Checklist Objectives  360°
_ Model Model Model Model Model

Rater & Ratee ldentify
Job Expectations Yes Yes Yes Yes -
Major Goals of Unit State Yes Yes Yes Yes -
Major Goals of Ratee
Stated/Basic Assignmen Yes - - Yes -
of Ratee defined

Yes Yes No - -
Essential Critefia for
Commendable Yes Yes Yes Yes -
Performance Stated
Performancg Yes Yes - - -
Factors Defined
Performa_nce : - - - Yes -
Goal/Project Defined
Certification of Yes Yes Yes Yes -

Meeting

Ratings based on
Accomplishment of Yes Yes Yes Yes -

Essential Crieria

Employee Development

Plan Required Yes Yes Yes Yes Yes
Standardized
Rating Cycle Yes Yes Yes Yes Yes
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The Three-Level Rating Scale

As defined above, the new three-
level rating scale has the follow-
ing anchors: exceptional, com-
mendable and unsatisfactory.
The definitions and anchor points
are shown in Appendix A.

When rating the performance of
aratee, the definitions should be
consulted to ensure that any pre-
vious conceptions of the terms
do notimpact on the rating given.
One should be careful not to
allow any preconceived notions
particularly of the term “com-
mendable” to guide how one
rates performance under this
system.

PAR Rules

Therulesthat guidethe Performance A ssessment Review (PAR) Program can
befoundinTitle4A, Chapter 6, Subchapter 5. Thereare severa key points
that differentiatethe current rulesfrom past rules.

* Threelevd rating system
o dandardizedrating system

* explicitrequirementthat dl
supervisors PARscontaina
statement that supervisors(raters)
must completethe PARsof their
subordinatesand if Supervisors
fail to do sothey will be subject
toan“Unsatisfactory” PARrating
and possibledisciplinary action

* additional stepinthegrievance
process—theability of rateesto
havetheir grievancesheard by a
Joint Union Management Panel if
Issuesarenot resolved at thefirst
step grievance procedure

e theestablishment of merit points
based onthe PAR rating; O
pointsfor an* Unsatisfactory”
Rating, 1 point for a“ Commend-
able’ Ratingand 2.5 pointsfor an
“Exceptiond Rating”; themerit
pointswill becombinedwith
seniority pointsbeginning January
1, 2001.

Aswith other selectiondecisions, the
PerformanceA ssessment Review
(PAR) processissubject tothe
criteriaestablished by the Federa
EEOC for adverseimpact. Itisthe
respongbility of theAffirmationAction
Officerstoinvestigate claimsof
discrimination andto bring theseto
theattention of the Director, EEO/
AA, Department of Personndl. The
Department of Personnel’sAudit
Teamwill alsobedeterminingif
adverseimpact existsand will make
recommendationsfor appropriate
correctiveaction.

EEO Implications

Inal elementsof life, performance
countsand inthe employment part of
lifethisnotion hasfinaly becomea
redlity for thegovernment workforce
inNew Jersey. Inadditiontothe
parity rate, the compliancerate of the
agency will beafactor indetermining
if themerit point based onthe PAR
ratingswill beused. Thestandard of
85% compliance has been set asthe
benchmark. Thismakesit critical that
the Human Resource Departmentsas
well asthemanager and supervisors
arevigilant about thisprocess.
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ADA congderationsareimportantin
the PAR process. Reasonable
accommodationsthat arerequired
under the provisionsof theADA laws
should not beignored whenthe PAR
documentsare established.

Section4 will discussthePAR
process and the Modelsinmore
detail.



Thefirst step of the process or
Initial Agreement is at the begin-
ning of the rating cycle when the
employee and supervisor review
the Job Expectations for the
position.

Thisisthe appropriate time

for rater and ratee to discuss
and clarify the essential criteria
(standards) by which the em-
ployee will be measured at both
the Interim and Final Evalua-
tions.

There are three basic steps in the

PAR process.

The second step, the Interim As-
sessment, occurs six monthsinto
the rating cycle. The purpose of the
interim isto give ratees an indica-
tion of their progress and establish
and implement any development
plans halfway through the rating
period. Although thisrating is not
recorded in the PAR Database as an
action item, it isarequired part of
the PAR process. This step facili-
tates communication about perfor-
mance, assistsin en-suring that
there are no surprises at the final
evaluation and is part of the evi-
dence required to sustain actions
based on performance ratings.

The third step, the Final Assess-
ment occurs at the end of the
rating cycle and is an evaluation
of overall performance for the
entirerating cycle. At thistime
also adevelopment plan address-
ing skills and competencies
identified for improvement
should be established. The Final
Assessment rating is recorded in
the employee’srecord and is the
rating that triggers or supports
the other personnel actions
associated with the PAR.

Although there are three required meetings during the PAR cycle, it isincumbent upon the supervisor to meet
with the ratee and provide feedback as often as it is deemed necessary to ensure that the objectives of the unit

are being met.
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Three Main Participants in the

PAR Process

istheemployee
being evaluated. Everyoneisaratee.
Thispersonisthefocusof the assess-
ment. Asinany other communication
process, there must be an exchange
of ideasinthe PAR process. Both
the Ratee and the Rater are respon-
sblefor working together inthe
development of job expectationsand
the provision of open and honest
feedback about job expectations,
the interim and final assessments
and the development plan.

isthe immedi-
ate supervisor of the Ratee. Imme-
diate supervisor is defined as the
person who receives and/or dis-
penses the work. The Rater has the
responsibility of conducting the
performance assessment and giving
open and honest feedback to the
Ratee about performance through-
out therating cycle. Raterswho do
not fulfill this part of their respon-
sibility will be given an Unsatisfac-
tory Rating and may be subject to
discipline. (NJAC 4A: 6-5.2¢)

In those instances where an
individual receiveswork frommore
than supervisor, it isrecommended
that one supervisor takethelead and
coordinateall work assgnments. At
theend of therating cycle, the super-
visorsmeet to discuss how their work
was handled and arrive at aconsen-
susabout therating. Itisadvisablein
thissituationfor al thosewho give
work to an employeg, to give
feedback at various times during
therating cycle. This can be done
either through the coordinator or
personaly.
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isthe
Rater’s supervisor (or manager)
and is responsible for ensuring
appropriate administration of the
PAR Process. Reviewers are also
responsible for setting goals and
expectations for the organization,
unit or division. The Reviewer is
strongly encouraged to take an
activerolein al parts of the PAR
process. This may include manag-
ing performance management
meetings and conflict resolution
meetings. When it istime for the
rater to give the rating, there should
be no surprises amongst the parties.
The reviewer should be comfort-
able with the ratings assigned
based upon the performance of the
unit and the organizational results
achieved. The Reviewer, however,
does not have the right to change
the rating once Rater and Ratee
signit. The major role of the
Reviewer isto check for consis-
tency in the PAR process.



far=itlania=1n/ then, there are
lqle=i=] parties involved:

R ate . The Employee being rated
ReVi ewer . rae's Supervisor or manage.

= Immediate supervisor who receives
R ate I and/or assigns the work



Components/Elements of the Models:

Section1: Job Expectationsand Evaluation

Section2:  Performance Factors

Section3: Computation and Conversion to Overall Rating
Section4:  Justification Sheet and Devel opment Plan —Interim
Section5:  Justification Sheet and Development Plan—Final
Section6:  Fact Sheet of Significant Performance Events

Section 1. Job Expectations and Evaluation

Section2:  Point Conversion to Overall Rating

Section3:  Justification and Devel opment Plan—Interim
Section4:  Justification and Development Plan - Fina
Section5:  Fact Sheet of Significant Performance Events
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Thefirst section

The purpose of the
Job Expectations and
Evaluation Section is to
define the employee’s
job in relationship to
the mission of the
organization and
provide a clearly
defined mechanism

for evaluation.

of the Performance Factor Checklist | Ne second section of

and the Work Standard Checklist
Mode siscaled Job Expectations
and Evaluation. Thefirst pageis
comprised of theMgjor Goasof the
Work Unit, Basic Ratee Assignment
and aSignature Section, aswell as
space provided for Ratee Comments.
Inthe Work Standard Checklist
Model, the second page of section
onedetailsthemajor job responsibili-
ties, theessentid criteria, therating
sca esand the methodol ogy for
computing thetotal pointsaccumu-
lated. Inthe Performance Factor
Checklist Model, the second page of
section onedetailsthe Job Achieve-
ment Performance Factors, the
essentid criteriaand therating scales,
followed by the Job Related Perfor-
mance Factors, essential criteriaand
rating scales. Attheend of this
section isthemethodol ogy for com-
puting thetotal pointsaccumulated by
theratee.
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both the Performance Factor Check-
list Model and theWork Standards
Checklist Modd givestheconversion
formula, that is, the chart for convert-
ing the number of pointsaccumulated
intotheoverdl rating.

In the third section of
both models, thereis space provided
for thejustification of therating given,
for adevel opment plan and specific
actionsto betaken by theratee. In
addition, thereisacertification section
that indicatesthat ameeting hastaken
place and whether or not theratee
agreesor disagreeswith the assess-
ment that has been made.

Thefourth sectionisthe

sameasthe previoussectionandis
usedfor thefina rating.

Thefifth and fina

S2Ct 0N provides spacefor the
rater to record significant eventsthat
impact ontherating. It also provides
spacefor therateeto comment. This
sectionisdesigned for useasthe
rating cycle progresses. It should not
befilledin asan afterthought or asa
meansof jugtifying therating given but
asatool to provide ongoing feed-
back.



Please note that in each section of the form
there is a space for conference confirmation
and signatures. The date of the conference
Is entered into the space provided, after the
review and discussion occur. The Ratee’s
signature here indicates that the job expecta-
tions and evaluation mechanism used have
been discussed. The Ratee then has the
opportunity to note agreement or disagree-
ment and any relevant comments, concerns
or reasons for disagreement. The Ratee
may use additional sheets if necessary.

page 15

Theinitia requirement of the Job
Expectations Sectionistheidentifica-
tion of theMagjor Goa s (purpose,
mission, objectives) of theRatee's
Work Unit. Thiscomponentis
typically pre-defined.

Thiscomponent is
significant becauseitgives
therater and ratee the opportunity to
discusstheratee'sjobinrelationship
tothe“BigPicture” Typica ques-
tionsare: Why istheratee'sjob
Important to the organization? How
doestheindividua’sjob makea
contributionto theorganization's
accomplishment of itsgoal s?

Therater and reviewer signthe
certification section, indicating that the
process has been followed and that
they areaware of theany concernsor
issuesdocumented by theratee.



Once there is an under-
standing of “Why” the work
unit exists and the
employee’s contributing
role to that unit, it is easier
to talk about the specific
job responsibilities of the
ratee.

Major Responsibilities

The Mgjor Job Responsibilities are
principal duties or tasks, which
must be accomplished by the ratee
in order to achieve the Unit’s goals
and the ratee’s assignment. What
are the key duties or tasks of the
ratee? These Mgor Job Responsi-
bilities are pre-defined in the Work
Standard Checklist model.
Thereareno fixed number of
Major Job Responsbilitiesfor a
position. Thenumber varieswiththe
joband may evenvary fromyear to
year for the samejob, depending

upon program initiatives. Usually,
however, there are six to ten major
job responsibilitiesin any given
job. If you think of major job
responsibilitiesin terms of catego-
ries of assignments such as super-
vising, planning, typing, cleaning,
scheduling, etc., then it is necessary
for you to give examples of some
of the specific tasks that fall under
that category to ensure that thereis
a clear understanding of what needs
to be done. (See Appendix B for
examples of Job Responsibilities)

When the Major Job Responsibilities are determined and
established, the following questions should be asked in

relationship to the position:

1 How does the job responsibility contribute to the goals and objec-
tives of the ratee and the Work Unit?

2. Isit critical or vital to the job?

3. Does statute or regulation require the job responsibility?

4. Does performing the job responsibility appropriately take up a
significant amount of the ratee’s time?
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Essential Criteria:

Once the Mgjor Job Responsibili-
ties are outlined, the Essential
Criteria describing the measures
used to determine the ratee’s
success are defined on the form.
These should describe what the job
responsibility looks likewhenit is
performed correctly; the acceptable
end result of the task or duty.
There must be at least one Essen-
tial Criterion for each magjor job
responsibility.

Essential Criteriaare written at the
level necessary to meet the work
unit goals. They describe the
acceptable level of performance
that the ratee must achievein
order to meet the work unit goals.
Essential Criteria describe the
performance at the “ Commend-
able” level.

The ratee may inquire about what
would be considered “ Exceptional”
performance and, therefore, the
rater should be able to discuss this
at the time of the initial meeting.

Goal Achievement

They can definethe quantity associ-
ated with the Mg or Job Responsibil-
ity by determining theamount (how
much or how many) of product or
serviceisacceptableto meet the
work unit godls.

Quality speaksto how well, how
accurate or how effectivethejob
responsibility isperformed. Since
quality can be subjective, itisneces-
sary for therater to clearly define
what he/shemeansby quality state-
ments. Essentid Criteriadealingwith
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specifictimeframesor deadlines
make up thetimelinesselement. |If the
work must beperformed daily,
monthly or within established
timelines, that fact isidentified for the
mag or jobrespongbility.

Finally, cost criteriacan beidentified,
whether they are budgetary con-
straintsor cost savingsrealized.



should follow the SMART principle:

they must be:

They should beexplicitly stated and distinctiveactionsrelated to the
successful accomplishment of thejob responsibility. If they aretoo broad, they
will bedifficult to measure.

Essentiad Criteriamust bequantifiable. They must be observable, something
aperson could determine through use of one or more of thefive senses (seen,
heard, smelled, tasted or touched).

Essentia Criteriamust beattainable. 1t must be reachable, withinthe power
and scope of therateeto accomplish. Something that theratee can do.

Essential Criteriamust also ber easonable. Not only something that can be
donebecauseit iswithin theratee' spower, but something theratee hasthe
prerequisitetraining for and the necessary and appropriately functioning
equipment to use.

Finally, good Essential Criteriaaretied, that is, linkedtothegoasof the
organization.
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Justification Sheet

Inthissection, therater should recognize and document positive contributions
and areas needing improvement and providejudtification for the Overal Rating.
Thisisdoneby citing specific examples-both positiveand negativewhich

support and justify therating given.

Development Plan

Inthissection, therater should
identify skillsand competencies
targeted for improvement or growth.
Although weaknessesaretypically the
focusof development plans, itis
appropriateand highly recommended
that thisforum be used to increasean
employee sstrengthinaparticular
area.

The Development Plan outlinesa
specific action planrelated to areas
wheregrowth of skill or knowledgeis

desired or needed. In order to
provideclarity for therateg, itis
suggested that ratersprioritizethe
areastargeted for development.

Itisinthebestinterest of both
therater and ratee mutually to de-
velop aspecific planof action. This
deve opment plan shouldincludethe
identification of any resourcesneces-
sary for successful achievement anda
planto addressthe possible barriers
that may arise.
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(See Appendix C
for an example of a
Justification)

(See Appendix D for
an example of a
Development Plan)



Significant Event / Fact Sheet

Planning for the Appraisal Interview

Effective supervisors and managers
plantheir work. Theplanning pro-
cessappliesnot only to major
projects but a so to the performance
of one'semployees. Asonewould
planfor any meeting, the performance
gppraisa meetingsshould begiventhe
same amount of attention. One
should be prepared and givetheratee
enough notice so that ratee can be
prepared.

Many times, arater may wait until the
last minute and attempt to recall
specific eventswhen determining the
rating. Thisisnot only difficult, but
very impractica. Therefore, thissheet
was devel oped to capture Significant
eventsasthey occur, with both the
rater and rateeinitialing the descrip-
tion of the event and making com-
ments.

The Significant Event Sheet was
designed for and should be used to
capture both positiveand negative
events. Sometimeswetend to only
noticethe negative and ignorethe

The meeting should be scheduled
for atime when there will be no
interruptions. If for some reason
there is an interruption reschedule.
Indeveloping godls, review the
mission of thedepartment and any
statutory or regulatory authority
creating the department or unit.
Althoughthejob specificationisa
genera document and should not be
repeated onthe PAR, itisagood
starting point for reviewing the
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positive contributions made by
staff. This sheet should be used for
both.

Itisuptotherater to decide
whether aneventisconsidered
“ggnificant.” However, thisdoesnot
precludearateefrombringinga
particular event to the attention of the
rater for inclusoninthe Significant
Event Sheet. Itisimportant to reiter-
atethat thissectionisdesigned for use
astherating cycle progresses. It
should not befilledinasan after-
thought or asameansof justifyingthe
rating given, but asatool to provide
ongoing feedback.

major tasks for a position. How-
ever, you must avoid the temptation
to use this document rather than to
cite the actual tasks performed by
theratee.

(See the Appendix B
for examples of job
responsibilities and
essential criteria.)



Feedback sessions can be
difficult but they areessentidl. If
ratershavedonetheir job properly
throughtherating cycle, theinterim
andfind rating meetingswill not bring
any surprisesto either party. How-
ever, thereisawaysthepossbility
that therateewill get emotional about
theinformation that arater issharing.
Noonewantstofee likeafalureand
the purpose of these ratings and
conferencesis not to belittle the
ratee. The rater should acknowl-

edge the contributions that the ratee

has made, acknowledge the
progress that has been made while

being honest about where thereisa

gap between expectations and
results. Again, the ratee should
know this before walking into the
room. The rater should keep the
discussion on target. Thisis not
about the personality of the ratee.

It is about the work produced or not

produced; it is about results and
outcomes.

Constructive Feedback

« focuson futureoutcomesrather
than on negative past circum-
stances or occurrences;

» focuson specific behaviorsand
not the person;

e use“l” satementsrather than
“You’” statements; inthese
statementsmakeit clear what the
rater’ sexpectationsare;

* providesuggestionsfor improving
performance;

* provideguidancein advance of
the performance event.

Aspart of thisprocess, therater must
bewilling to listen to feedback from
theratee. Using activelistening
techniquesduring thisprocesswill
ass st inensuring effective communi-
caion. Activeligeninginvolves
reflecting, paraphrasing and summa-
rizing key pointsandfedlings. These
techniques encourage the speaker to
clarify what hasbeen said; check the
understanding of what hasbeen said;
acknowledgetheother person’s
viewpoint; and reducethe emotion or
tensoninadifficult Stuation.
Thefeedback session should set
thestagefor additiona meetingswith
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As stated previously, the appraisal
Jrocess requires open communica
tion.

To ensure that the processiis effec-
tive, the rater should utilize the
principles of giving constructive
feedback.

theratee. These sessionscan bebrief
but they will keep therater and the
rateeinformed andwill indicatean
ongoing interest intheratee’ sjob
performance and work product and
thedepartment’sand unit’sgod.

Oneshould never lose control of
thesefeedback sessions. If therater
sensesthat therateeisbecoming
emotional, one should taketime out
and if necessary, reschedule. Re-
member that therater hasthere-
sourcesof thereviewer, thehuman
resources officeand the Employee
Advisory Serviceto assist with
seriousproblems.



ARS will enable DOP
and the various Human
Resource Offices through-
out the State to monitor, analyze,
evaluate the progress and status
of the PAR Program down to the
level of the individual employee.
Moreover, PARS has enabled the
development of a“Rating
Tracking System” whichis
particularly helpful in monitor-
ing the PAR System. “Tracking”
consists of reviewing the ratings
awarded by individual raters and
subsequently giving raters

(See Appendix E for a
discussion of common
evaluation errors.)

The Department of Personnel (DOP) has
designed, developed and implemented a
Performance Assessment Review System

(PARS) to help manage the PAR Program.

feedback concerning the quality
of their ratings. It isuseful to
focus part of the progress review
on the levels of ratings awarded
and, where possible, the justifi-
cation for the levels awarded.
The progress reviews can furnish
insight into arater’s understand-
ing of the PAR process and
adequate ratings available in the
system. For example, areview
may suggest that arater who
consistently givesall high
ratings could be committing a
leniency error. On the other
hand, arater who rated most
employees low may have fallen
prey to the stringency error, and
one who rated most employees
in the middle of the scale may be
demonstrating the error of
central tendency.
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The problem becomes
further exacerbated when all
members of one group receive
very high ratings whereas those
of another work unit in the
immediate vicinity receive
generally low ratings. Rather
than relying on rumor and innu-
endo, the collection of data will
inform decisions and assist in
determining next steps. When
there areinconsistenciesin
ratings, it will not be assumed
that thereisan error. It could be
that there were no errors and the
ratings were justified, however,
the system will assist in deter-
mining what is actually happen-
ing. Checking other performance
indicators such as results or the
progress of projects can often
make some judgment about the



validity of such rating patterns.
Although possible, it would prob-
ably be infrequent that most em-
ployeesin awork unit would
receive high ratings and the unit
fail to accomplish its assigned
goals. Similarly, aunit achieving
its goals would not normally be
expected to have arelatively large
number of low individual ratings.

The tracking system looks for
incond stencies, omissions, inappro-
priate statements, processerrorsand
other issueswhich do notinvolvethe
technical requirementsof the particu-
lar job.

Computersareincreasingly
being used in many aspectsof Human
Resource management, particularly
useful isasystemthat isused to
acquire, store, manipulate, anayze,
retrieveand distribute pertinent
informationregarding (organizationa
andindividud) performance, god
attainment, empl oyee skills'competen-
ciesand employee devel opment
needs.

When automated systems such
as PARS are used to dramatically
streamline the processes, they add
value to the organizationsin new
and creative ways.

will provide individuals and management
with information on employee performance, goal
attainment and employee development needs. More-
over, it will provide them with the opportunity to use
this information to guide and support decision-mak-
ing and long-range planning regarding staffing and
organizing. PARS will also reduce and, in many in-
stances, eliminate the need to keep and maintain
duplicate data.

Among its many other features, PARS can and will be used to assist
managersand employeesdiagnosetheir own devel opment needswhich then
can beused to identify organizational competenciesavailableor needed, as
well asto createindividudized development plans.
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DEFINITION

Definitions and Anchor Points

Thesefactorsaredirectly related to the outputs of thejob: Section 1 Major
Goals, Job Responsihilitiesand Essentid Criteria

Unsatisfactory

Commendable

Exceptional

Overall extent to which
employee accomplishes
established ratee goals.

Overall extent to which
employee satisfies the
essential cost criteria.

Overall extent to which
employee thoroughly and
accurately meets the quality
criteria.

Overall extent to which
employee produces an
acceptable amount of work as
defined in the quantity criteria.

Overall extent to which
employee meets specified
schedules and deadlines.

Failed to accomplish most
major goals; original
objectives were not entirely
achieved .

Failed to meet most or all of
the essential cost criteria.

Failed to achieve most or all
essential quality criteria.

Failed to produce an
acceptable amound of work
asidentified in the essential
quantity criteria.

Rarely met work schedules
or deadlines. Often was late
in completing assignments

within specified time frames.

Achieved or exceeded
major goals.

Met or occasionally
exceeded essential cost
criteria.

Achieved or occasionally
exceeded all essential
quality criteria.

Produced acceptable or
greater amound of work
and met or occasionally
exceeded essential
quantity criteria.

Met and occasionally
completed assignments
ahead of specified
deadlines.
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Significantly exceeded
original goals and
objectives.

Significantly exceeded
essential cost criteria;
achieved dramatic cost
saving.

Significantly exceeded
essential quality criteria.

Significantly exceeded
essential quantity criteria.

Consistently completed
assignments, projects and job
responsibilities ahead of
scheduled deadlines.



These global factors support the performance of thejob.

DEFINITION

Unsatisfactory

Commendable

Exceptional

Displays a high level of effort
and commitment towards
performing work; demon-
strates responsible behavior.

Usesimagination to combine
ideas or information in new
ways.

[dentifies and meets customer
(internal & external) needs.

Failed to address problemsin
own task area, was often off
schedule; displayed little or
no commitment to completing
tasks; resisted learning new
skills to enhance own work.

Rarely, if ever, generated
new ideas. Ideas were very
limited in scope and had little
impact.

Diagnosed customer needs
inaccurately; lacked
consistency in meeting
customer needs; was not
attentive and inquisitive when
dealing with customers; did
not consistently meettime,
quality and cost require-
ments.
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Solved problems in own task
area; displayed commitment
to completing tasks; learned
new skills to enhance own
work. Occasionally took on
added responsibilities when
requested; displayed
commitment to completing
tasks.

Occasionally generated new
ideas that had a positive
impact.

Accurately assessed
customer needs; provided
necessary or requested
service within acceptable
timeframes requiring few
corrections or revisions;
sought customer feedback
and expression of satisfaction

with work product. Occasion-

ally sought alternative
solutions.

Consistently took on extra
responsibilities voluntarily to
respond to shifting priorities,
or schedules; displayed a
high level of commitment to
the organization and its
customers through the quality
of work while completing
tasks ahead of schedule.

Regularly generated new
ideas that were highly
innovative and had a very
significant positive impact.

Frequently anticipated
internal and external
customer needs; advanced
quality alternative solutions
work quality was character-
ized by exceptional insights
and technical expertise.



Unsatisfactory

Commendable

Exceptional

DEFINITION
Poor approach to decision Made sound decisions, Consistently demonstrated
Readiness to make deci- making, and/or slowness in based on available facts, the ability to effectively deal
sions, render judgements, making decisions. Had with appropriate timing. with difficult and/or sensitive
and take actions based upon difficulty in generating and Could demonstrate that issues, providing compre-
logical analysis of alterna- weighing alternatives. alternatives were considered hensive analysis and well
tives, evaluations of risks and Unable to correctly identify and could show the risk/ thought through alternatives.

benefits, and priority setting.

Effective expression of ideas,
concepts or directions in
individual or group situations,
using supportive gestures,
voice level and organization
of materials. If communication
is written, thoughts are
expressed with appropriate
grammar, organization and
structure.

and balance risks and
benefits. Frequently poor
decision making led to missed
goals, objectives, or poor
resource allocation. Didn't
generate enough alterna-
tives, and was often unable to
balance risk and benefits.

Informal communication was
ineffective due to disorganiza-
tion of thoughts, and/or
inappropriate use of voice
volume/tone. Formal
presentations failed to inform
or persuade due to lack of
structure or poor organiza-
tion. Didn'tlisten during
verbal exchanges. Written
communication was poorly
structured, contained poor
grammar, or was difficult to
read due to inadequate
organization. Communication
flaws included: poor
listening, no organization of
thoughts, or inappropriate
gestures.

benefits of each alternative.
Decision process led to
consistently appropriate
actions with positive business
impact. Demonstrated skill at
generating alternative
courses of actions and was
aptatlaying out the risks/
benefits of each alternative,
and at establishing which
alternatives were bestin rank
order. Actions stemming from
decisions resulted in real,
measurable positive business
improvement or objective
realization.

Successfully communicated
ideas, thoughts or directions.
Asked appropriate questions
and involved the listener.
Sought clarification and
affirmed understanding in
verbal exchanges. Used
appropriate supportive
gestures, voice level and
organization of materials.
Formal presentations were
organized and had appropri-
ate detail. Written communica-
tion was concise and
appropriate for target
audience. Key points were
understood by intended
audience. Affirmed under-
standing with appropriate
questions.
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Consistently focused on the
best alternatives having the
optimum risk/benefit balance.
Decisions consistently led to
major advances for the unit
with respect to productivity,
customer service, or quality
of work.

Excelled in the communication of
ideas, thoughts or directions.
Thought well, fast and
appropriately on his or her own
feetin formal situations. Informal
presentations created word
pictures, leaving no room for
confusion. Apt questions
uncovered lingering confusion.
Presented complex or technical
information in a manner easily
understood by target audience.
Written communication was letter
perfect and clearly appropriate
for target audience.



Unsatisfactory = Commendable Exceptional
DEFINITION
Often failed to monitor Regulary took steps to Proactively scanned the
Monitors trends and changes inthe external gather information and external environment on a
developments in the external environment and did not do monitor changes and regular basis using
business/operational environmental scanning or developments in the information on political,

environment and prepares
formal and informal projec-
tions on a timely basis for
incorporation into tactical and
strategic plans. Takesinto
account external changes,
such as changing market/
customer/ social/political/
operational conditions and
forecasts and plans for their
impact on mission attainment.

interpret external environ-
mental data for use in meeting
organizational objectives.
When environmental
scanning is done, the results
were flawed due to faulty
data collection/analysis/
reporting, or weak follow-
through. When made aware
of conditions that impact the
ability to deliver goods and
services, rarely recom-
mended improved methods
or procedures that would
help the organization obtain
its goals and objectives.

external environment.
Anticipated changing
conditions and took action
to address them before a
problem occurred. Regu-
larly demonstrated a
professional approach to
data collection/analysis,
using it to enhance mission/
goal/objectives attainment
whenever possible.
Occasionally monitored
trends and developments in
the business/operational
environment, exercising
professional care/ diligence
in data collection/analysis/
reporting. Accurately
forecasted and identified
changing conditions and
situations and reported
same on timely basis for
incorporation into tactical
and strategic plans.
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economic, technological,
social and changing market/
customer conditions to
enhance the organization's
business advantage.
Inspired/motivated others to
scan the environment and
accurately predict the
potential impact of identified
changes on operations and
mission attainment.



Unsatisfactory = Commendable Exceptional
DEFINITION
Budget preparation was Budget preparation was Budget preparation was
Prepares, justifies, and/or extremely weak, identifying successful, identifying the key extremely thorough,
administers the budget for few applicable program required program budget identifying the universe of

one or more program areas.

Plans, administers and
monitors expenditures to
ensure cost effective support
of programs and policies.

budget elements and their
probable costs. Justifications
were very vague and were
unsuccessful in securing
authorization of budget
requests. Expenditure
reporting and monitoring
analysis was fragmented and
not timely; appropriate action
was often not taken, which
results in cost effectiveness
suffering. Policies related to
budgetary concerns were not
upheld.

elements and their probable
costs. Justifications were
persuasive, and were
usually ultimately successful
in securing authorizations of
budget requests. Once
approved, budgeted
program expenditure
planning was typically ample,
targeted and timely, leading to
substantive program support,
with few gaps of significance.
Expenditure reporting and
monitoring analysis was
usually timely and accurate;
appropriate action was taken
when necessary and cost
effectiveness was maintained.
Policies related to budgetary
concerns were upheld.
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applicable program budget
elements and their probable
costs. Justifications were
very compelling and were
always successful in securing
authorization of budget
requests. Once approved,
budgeted program expendi-
ture planning was extremely
thorough, accurately targeted
and timely, leading to superb
program support, with no
gaps. Expenditure reporting
and monitoring analysis was
always timely and accurate;
appropriate action was taken
when necessary and cost
effectiveness was maintained.
Policies related to budgetary
concerns were upheld.



DEFINITION

Unsatisfactory

Commendable

Exceptional

Manages a financial operation
in conformity with State and
Federal Law, OMB Require-
ments and Professional rules,
standards and principles of the
Financial Accounting Standards
Board (FASB), the Government
Accounting Standards Board
(GASB) and Generally
Accepted Accounting Principles
(GAAP). Ensures the efficient,
effective and professional
management of financial/
accounting operations.

Adapts behavior and
work methods in
response to changing
conditions, new
information, emergency
situations and/or
shifting priorities.

Failed to follow standard
rules of financial management
and accounting in govern-
ment. Demonstrated
irresponsible behavior with
respect to managing financial
matters. Caused audit
problems by departing from
generally accepted account-
ing principles. Was aware of
what constitutes responsible
behavior with respect to
managing financial matters
but did not take the initiative to
ensure compliance with state,
federal and professional
principles or to advance the
understanding and profes-
sional practice of effective
financial management, control
and accountability.

Demonstrated inability to
modify behavior in response
to change; was inflexible and
ineffective in performing work
under varying conditions.
Failed to deal with unfore-
seen emergencies. Rarely
modified behavior in
response to change.
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Followed appropriate
policies, procedures and
rules governing financial
matters. Ensured financial/
accounting records, reports
and related documents were
completed in accordance
with standard policies and
procedures. Occasionally
anticipated potential problems
or emerging issues and
addressed them. Demon-
strated knowledge of current
theory and practice in
government finance and
accounting.

Demonstrated a capability to
modify behavior in response
to change. Generally
adapted to changing
conditions and emergency
situations. Effectively
performed work under
varying conditions. Adjusted
work behaviors and methods
to accommodate for multiple
demands, shifting priorities,
ambiguity and rapid change
in work situations.

Established and managed an
efficient, effective and
professional financial
management system. Was
conversant with critical
thinking and current
developments in theory and
practice in government
finance and accounting.
Explored alternatives to and
explanations of past and
current financial/ accounting
practices. Incorporated new
theory and practice into
current work methods.

Effectively addressed
changing conditions,
emergencies and other
contingencies. Incorporated
new information based on
changes into behaviors and
work methods. Acted as
change agent in response to
fluctuating work circum-
stances; regularly encour-
aged others to modify
behavior in response to
changing needs.



DEFINITION

Unsatisfactory

Commendable

Exceptional

Uses interpersonal skills to
take charge, direct, motivate
or coordinate activities to
achieve results and follow

up.

Assures controls are
developed and maintained to
protect the integrity of the
organization’s resources and
assets from fraud, waste,
abuse, and mismanagement,
including the development of
appropriate policies and
procedures. From a
financial/ accounting/ auditing/
management perspective,
provides “reasonable
assurance”thatan
organization’s objectives will
be achieved.

Extent to which employee
knows the details of the job.
Understands job and applies
necessary technical
knowledge and skills.

Did not secure cooperation.
Lacked control and failed to
motivate others. Follow-up

was not evident. Methods fell

short of getting desired
results.

Failed to follow internal
control practices, policies and
procedures. Demonstrated
irresponsible behavior with
respect to management, use
and/or care of organization's
resources and assets. Failed
to adhere to/practice internal
control policies, procedures
and regulations, or ensure
the adequacy or appropriate-
ness of actions taken.
Wasted or abused resources
and/or assets. Did not take
the initiative to ensure
compliance with internal
control procedures or
adequacy of actions taken
regarding waste, fraud,
abuse and mismanagement.

Rarely demonstrated any
application of skills or
knowledge which clearly had
an adverse effect on job
performance. Rarely able to
answer queries. Usually did
not know when to ask others
for information.

Succeeded in gaining
respect. Generated a
positive working environment
that produced expected
results. Involved and
motivated others to achieve
desired results.

Regularly followed proper
internal control procedures
regarding the assessment,
control and reduction of risk
regarding waste, fraud,
abuse and mismanagement.
Exercised care/diligence in
the exercise of internal
controls ensuring records,
reports and related docu-
ments were completed and
that the organization followed
appropriate practices/policies/
procedures to help attain
organizational results.

Effectively demonstrated job
knowledge and ability to
answer queries. Knowledge
and skills contributed to the
work of the unit.
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Achieved exceptional results
through instilling confidence
and motivating others.
Effectively used the full range
of interpersonal skills in
achieving exceptional results.

Established, executed, and
ensured organizational
conformity with internal
control practices/policies/
regulations to reduce risks to
efficient/effective achievement
of organizational objectives.
Monitored/modified the
internal control process to
include critical thinking and
current developments in the
practice of internal control to
enhance the organization’s
response to changing
conditions. Identified potential
internal control problems/
emerging issues and acted to
addressthem. Promoted the
ongoing use of internal
controls in support of
accomplishing the opera-
tional/organizational mission.

Demonstrated expert skills
and knowledge above
expectations. Stayed abreast
of recent developments and
changesin job’s technical
area or discipline. Knowl-
edge was sought by others
and thought to have
significantimpact on the
results of the work of the unit.



DEFINITION

Unsatisfactory

Commendable

Exceptional

Influencing individual and/or
groups toward desired
behaviors and results by
accepting suitable leadership
styles, using interpersonal
skills and influencing
organizational values and
systems.

Sets performance expecta-
tions; provides feedback;
develops employees;
promotes cooperation and
teamwork; appraises
employee performance;
identifies employees’ needs
and works with them to
improve; encourages
adherence to core values.

Did not assume appropriate
leadership roles or engage in
behavior which encouraged
others toward desired results.
Did not take on challenges.
Failed to ensure work
complied with organization
standards. Could not
influence others toward
desired behaviors. Style
and/or techniques were not
appropriate for the situation to
achieve desired results. Did
not take the lead in respond-
ing to customer needs.

Did not clarify performance
expectations for employees;
did not recognize employee
contributions or deficiencies;
provided minimal feedback;
failed to appraise employee
performance in writing using
the performance appraisal
system. Identified potential
internal control problems/
emerging issues and acted to
address them. Inhibited
teamwork; planned without
consulting affected parties;
failed to utilize abilities of
others; stifled efforts of others.
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Demonstrated willingness to
assume leadership roles.
Influenced others towards
desired behaviors or results.

Style was usually commensu-

rate with person/situation to
achieve desired results or
behaviors. Used interper-
sonal skills to influence
individuals and/or group
values. Ensured completed

work complied with organiza-

tional standards and values.
Ensured completed work
complied with organizational
standards and values.

Set performance expecta-
tions; identified performance
deficiencies; encouraged
team effort; modified and
updated staff plans as
circumstances changed:;
assigned work to enhance
employee development;
recognized employee
achievements; recognized
capabilities and matched
people with assignments.
Encouraged others to
achieve; provided feedback;
encouraged employee
participation; anticipated staff
needs and developed
contingency plans; prepared
others for additional
responsibilities; instilled
confidence in others;
encouraged teamwork.

Assumed appropriate
leadership roles with groups
and individuals when
necessary. Consistently
adopted a style commensu-
rate with person or situation
to ensure desired results or
behaviors. Persuaded
others to accept own point of
view. Modeled excellent
standards of performance to
guide others toward desired
behavior. Took on chal-
lenges. Enhanced the self
esteem of others. Encour-
aged diversity. Took the lead
in setting standards of
excellence inwork.

Clearly correlated mission
and goals of the work unit
with expected and actual
individual performance
results; created a work
environment which promoted
synergy of effort and talent;
empowered employees to
identify and develop skills
which supported the
operational needs, mission
and core values of the
agency.



DEFINITION

Unsatisfactory

Commendable

Exceptional

Identifies all physical plant,
material, vendor and staff
resources required to
complete operational projects;
uses allocated resources
effectively and efficiently.
Regarding staff, sets
performance expectations;
appraises employee
performance; provides
feedback; develops
employees; promotes
cooperation and teamwork;
identifies employees’ needs
and works with them to
improve; encourages
adherence to core values.

Builds, maintains, and/or
contributes to a work
environment that is fair,
equitable, inclusive and
cooperative in valuing
individual differences such as
culture, race, ethnicity,
religion, gender, sexual
orientation, physical
attributes, lifestyles, interests,
values or other differences.

Failed to identify the
resources required to
accomplish assigned projects;
did not utilize a working
resource control methodol-
ogy. Regarding staff, did not
clarify performance expecta-
tions for employees; did not
recognize employee
contributions or deficiencies;
provided minimal feedback;
failed to appraise employee
performance in writing using
the performance appraisal
system; inhibited teamwork;
planned without consulting
affected parties; failed to
utilize abilities of others; stifled
efforts of others.

Failed to make appropriate
social accommodations to
ensure a fair, inclusive, and
respectful working environ-
ment. Did not demonstrate
respectfulness for individual
differences. Created and/or
encouraged a hostile
environment for others.

Identified the resources
required to accomplished
assigned projects; utilized a
resource control methodol-
ogy which minimized the
waste of resources.
Regarding staff, set perfor-
mance expectations; identified
performance deficiencies;
encouraged team effort;
modified and updated staff
plans as circumstances
changed; assigned work to
enhance employee
development; recognized
employee achievements;
recognized capabilities and
matched people with
assignments. Encouraged
others to achieve; provided
constant feedback; encour-
aged employee participation;
anticipated staff needs and
developed contingency
plans; prepared others for
additional responsibilities;
instilled confidence in others;
encouraged teamwork.

Incorporated different
perspectives into work
actions; fostered a fair and
inclusive environment
demonstrating respect for
others. Worked towards a
proactive approachin
soliciting and using contribu-
tions from diverse perspec-
tives.
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Identified with precision the
resources required to
accomplish assigned projects;
utilized a resource control
methodology which fully
optimized the use of allocated
resources. Regarding staff,
clearly correlated mission
and goals of the work unit
with expected and actual
individual performance
results; created a work
environment which promoted
synergy of effort and talent;
empowered employees to
identify and develop skills
which supported the
operational needs, mission
and core values of the
agency.

Championed diversity and
demonstrated through specific
actions its value in the
organization. Created a
work culture that fostered
faimess, respect and
cooperation. Recognized
individual differences while
building an environment of
esprit de corps.



DEFINITION

Unsatisfactory

Commendable

Exceptional

Explores alternative positions
to reach outcomes that gain
supportand acceptance;
communicates ina manner
that gains agreement and
ownership.

Communication, Oral
Effective expression of ideas,
concepts or directionsin
individual or group situations,
using supportive gestures,
voice level, and organization
of materials.

Failed to gain agreement or
acceptance most of the time.
Gave intoo easily. Did not
stand firm on positions.
Referred many solvable
problems to others for
resolution.

Informal communication was
ineffective due to disorganiza-
tion of thoughts, and/or
inappropriate use of voice
volume/tone or gestures.
Formal presentations failed to
inform or persuade due to
lack of structure or poor
organization. Didn'tlisten
during verbal exchanges.
Communication flaws
included: poor listening, no
organization of thoughts,
inappropriate gestures.
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Built consensus in order to
meet desired outcomes.
Explored positions to reach
outcomes that would gain
support and acceptance.
Gained agreement or
acceptance of plans or
proposals from others.
Developed strategies for
giving on some points and
standing firm on othersin
order to achieve desired
outcome. Conferred with
counterparts to negotiate
solutions to problems.

Successfully communicated
ideas, thoughts or directions.
Asked appropriate questions
and involved the listener.
Sought clarification and
affirmed understanding in
verbal exchanges. Used
appropriate supportive
gestures, voice level and
organization of materials.
Formal presentations were
organized and had appropri-
ate detail. Verbal communica-
tions, formal and informal,
were consistently well
organized, well structured
and to the point. Affirmed
understanding with appropri-
ate questions.

Performed as a recognized
expert on alternative
positions for complex
problems or significant issues.
Brought matters believed lost
to stalemate or litigation to
amicable resolution.

Excelled in the communica-
tion of ideas, thoughts or
directions. Thought well, fast
and appropriately in formal
situations. Informal presenta-
tions created word pictures,
leaving no room for
confusion. Apt questions
uncovered lingering
confusion. Presented
complex or technical
information in a manner
easily understood by target
audience.



DEFINITION

Unsatisfactory

Commendable

Exceptional

Understands how social/
cultural, political, technological
and organizational forces/
systems work, and operates
effectively to insure that
changing conditions impact
employees, operations and
mission attainment in accord
with procedures, rules and
regulations of the work/
organization.

Determines objectives and
strategies; coordinates with
other parts of the organization
to accomplish goals; monitors
and evaluates the progress
and outcomes of operational
plans; anticipates potential
threat or opportunities to
achievement of objectives
and strategies.

Failed to be aware of or to
monitor changes in the
internal operating environ-
ment. Ignored/failed to detect
potential problem areas or to
react/respond to problem
conditions on a timely basis.
Failed to study, review or
demonstrate an awareness
or concern about the internal
operating methods, proce-
dures, policy or rules that
would impact employees,
operations and mission
attainment. When aware of
conditions thatimpact the
internal operational environ-
ment, could not recommend
improved methods, proce-
dures or policies to improve
mission attainment.

Failed to identify components
of aplan, or to logically
structure action steps and
priorities. Plans were
incomplete or overly
complex. Resources were
not properly utilized.
Outcome monitoring and
evaluation were not
addressed.

Regularly took specific steps
to be aware of and to monitor
changes and developments
inthe internal organizational
environment. Anticipated
potentially adverse changes
and took action to address
them before a problem
occurs. Was sensitive and/or
responsive to conditions in
the internal operating
environment thatimpact
employees, operations and
mission attainment. Monitored
conditions within the internal
operating environment and
theirimpact on employees,
operations and mission
attainment. Understood the
importance of a stable internal
environment and dealt with
competing social, technical,
organizational and political
demands.

Demonstrated full under-
standing of planning,
organizing and evaluating.
Planning approach showed
appreciation for the influence
of complex issues which
impact the employee’s area of
responsibility. Plans had
appropriate level of detail and
proper priorities were
established. Problemsand
opportunities were antici-
pated. Resource allocation
was appropriate and/or
efficient and on target.

Plans included monitoring
and evaluation criteria and
mechanisms.
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Created an operation that
anticipated change and
planned for it so that
organizational objectives are
encouraged despite
competing social, political,
technical and organizational
changes. Inspired others to
scan the operational
environment for changing
conditions, worked to optimize
the positive and lessen the
negative, and the potential
impact of these changes on
employees, procedures and
mission attainment.

Planning approach showed
grasp of complex issues
whichimpact the employee’s
area of responsibility. Plans
contained detailed coordina-
tion processes and contin-
gency planning. Organiza-
tion of resources was at an
optimum to achieve objec-
tives. Plans very effectively
provided for an outcome
evaluation process and
improvement.



Unsatisfactory

Commendable

Exceptional

Organizes tasks and people
in order to achieve specific
project objectives.

Contributes to a safe and
secure working environment
for self and othersinthe
performance of the job
functions and the delivery of
services.

alternatives and evaluating
risks and benefits.

Did not evaluate relevant
factors or viable alternatives;
had difficulty defining and
identifying problems and
finding solutions; did not
establish project priorities.
Missed project deadlines; did
not consider impact on
others; created disruption
within work groups; costs
were not considered in
decisions or actions.

Failed to follow safety rules
for self or to make safety a
priority in dealing with others.
Did not use available safety
equipment or resources to
maintain a safe work area.
Behaved as if safety was not
a critical element of the work
environment. Was aware of
conditions that affected
operational and employee
safety, but did not recommend
safety improvements.
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Insured that all involved had
a common understanding of
the objectives, priorities and
development of the project;
created and evaluated
alternative solutions;
anticipated problems;
consistently met project
deadlines, schedules and
budget.

Took specific steps to
demonstrate safe work
practices. Anticipated
potential safety issues and
took action to alleviate them
before a problem occurred.
Observed appropriate safety
standards and minimized
exposure to unsafe
conditions for self and others.
Regularly demonstrated
compliance with safety
requirements and recom-
mended measures to
enhance safety whenever
possible. Setanexamplein
demonstrating safety
requirement.

DEFINITION
Demonstrated a poor Performed as a competent Consistently exercised a

Identifies and analyzes approach to problem problem solver. Exhibited a logical, thorough approach to
problems; uses sound resolution and was slow in logical approach to problem problem solving which
reasoning to arrive at resolving problems. Had solving. Considered risks resulted in meaningful
conclusions; finds alternative difficulty in making choices and benefits in weighing solutions to complex
solutions to complex and establishing alternatives. alternatives. problems.
problems; distinguishes Failed to identify and/or
between relevant and distinguish risks and benefits,
irrelevant information to make needed considerable
logical judgements. assistance in identifying

Achieved project objectives of
substantial quality within or
below budget, occasionally
ahead of schedule through
the managed effort of an
empowered team which was
focused on meeting or
exceeding project require-
ments.

Was arole modelin
demonstrating safety
requirements. Implemented
new and technically sound
processes, procedures and
equipment to enhance safety
onacontinuous. Created a
safety culture dedicated to
technical and operational
excellence. Encouraged
others to create, promote and
maintain a safe work
environment.



DEFINITION

Unsatisfactory

Commendable

Exceptional

Sets well defined and realistic
courses of action to accom-
plish tasks or objectives;
monitors own progress in
order to achieve goals.

Creation of unity of purpose
through development of a
shared vision and shared
objectives; and through
appropriate delegation and
shared accountability for
results.

Works collaboratively ina
group as a team member to
accomplish stated goals.

Failed to establish plans to
accomplish work; did not
prioritize work or complete
important work first; did not
follow work plans. Was easily
distracted or allowed less
important work to interfere.

Subordinates and/or project
team members achieved few,
if any objectives. There was
no evidence of any attempt to
clarify vision, jointly establish
objectives, or otherwise
create a team structure.
Decision authority and
latitude of action was not
delegated.

Did not share information or
cooperate with others on
team. Engaged in negative
interaction or promoted
destructive conflictamong
team members. Failed to
responsibly assume fair
share of workload.

Established and adhered to
goals; planned and
scheduled in order to
complete tasks or objectives.
Prioritized work including
multiple important tasks;
modified and updated plans.
Occasionally had contin-
gency plans; allocated
proper amount of time and
personal resources to
activities.

Objectives were achieved
through the establishment of a
team vision and effort. Team
efforts were encouraged and
pro-active steps taken to give
members of the team
appropriate authority levels
and latitude of action.
Documented success was
due to ateam working
together from a shared
vision, individual but shared
objectives, and appropriate
delegation with suitable
controls established by the
manager.

Supported the teamin
meeting or exceeding
essential objectives.
Responsibly accomplished
work assignments in support
of team objectives. Effectively
cooperated with and
contributed to help meet
established team results.
Worked to encourage good
performance from others.
Shared information in order
to help team members
accomplish goals. Encour-
aged other team members to
be successful.
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Established goals, plans and
schedules to complete tasks
taking into consideration
controllable and uncontrol-
lable variables; had detailed
contingency plans and
coordinated multiple
processes; prioritized multiple
important tasks. Organization
of time and personal
resources was at optimum
level.

The achievement of
objectives was superior as a
result of a well-managed,
participatory approach to the
creation of the team'’s vision,
establishing objectives and
jointly set accountability with
controls based on self-
feedback of results.

Supported the teamin
significantly exceeding the
essential objectives.
Contributed exceptionally
well and maximized the
effectiveness of the group.
Gave regular feedback to
team regarding process and
accomplishments. Ensured
that group goals had priority
over individual recognition.
Alternated appropriately
between leader and member
to achieve the best team
results.



Unsatisfactory

Commendable

Exceptional

DEFINITION
Teamwork 2 Teamwork achieved few, if Teamwork achieved or Teamwork consistently
Works as ateam member to any objectives and serious exceeded essential achieved and exceeded
accomplish team goals. negative consequences objectives. Motivation and required objectives. There
resulted. No evidence of clarity of purpose were was significant evidence of
motivation and clarity of evident within the group. high motivation and clarity of
purpose. Effectively contributed and purpose within the group.

Technology
Management
Integrates available
technologies into the
workplace; develops
strategies using technology
to manage and improve
program effectiveness;
understands the impact
of technology on the
organization.

Failed to integrate available
technology into the work-
place with any success;
did not take advantage of
opportunities to develop
strategies to use new
technology to manage
and improve program
effectiveness; misunder-
stood the impact of
technological changes on
the organization.

coordinated with others.

Successfully integrated
available technology into the
workplace; developed
productive strategies using
new technology to manage
and improve program
effectiveness; understood the
impact of technological
changes on the organization
and/or began to redefine the
impact of technological
changes on the organization.
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Contributed exceptionally
well and maximized the
effectiveness of the group.

Was extremely successful in
integrating available
technology into the work-
place; developed very
powerful strategies using new
technology to manage and
improve program effective-
ness; fully understood and
mastered the impact of
technological changes on the
organization.



DEFINITION

Unsatisfactory

Commendable

Exceptional

Develops a broad, long term
view of anissue/challenge/
problem and recommends/
creates a strategy for future
change. Takes the organiza-
tion out of its normal operating
domain by creating an
environment that discovers
and optimizes future
opportunities. Uses
similarities between current
and prior trends/situations to
successfully deal with future
events.

Effective expression of ideas
or concepts, utilizing
appropriate grammar,
organization and structure.

Failed to create adequate
strategies for the future
growth of the organization.
Took only a parochial view of
social, political and economic
climates in charting a course
for future organizational
growth and direction.

Written communication was
poorly structured; was
confusing due to poor
structure or organization;
contained or was hampered
by poor grammar, or was
difficult to read due to
inadequate organization.

Created new ideas and
alternatives to be successful
in a changing business
environment. Generally
initiated opportunities for long-
term growth and was
proactive in obviating future
problems. Considered broad
outcomes in developing
alternatives and evaluating
different possibilities for the
future of the organization.
Occasionally envisioned new
possibilities, anticipated the
future, and acted to develop
a strategy for future growth.

Written communication
contained appropriate
grammar and was well
organized. Main points were
understood by intended
audience. Written communi-
cation was also concise, and
appropriate for target
audience; causing no
confusion as tointent.
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Anticipated changing social,
political and economic
climates in consideration of
possible future events.
Created new opportunities or
eliminated potential problems
by considering the forces that
will shape the future. Was
proactive in creating long-
term opportunities, leading
others in making decisions
and in acting today in
anticipation of the near and
distant future.

Written communication was
letter perfect and clearly
appropriate for target
audience; it presented
complex or technical
information in a manner
easily understood by target
audience.



Goals:

Provide broader public accessto
adminigrativerulemaking through
wider distribution of the Register and
Adminigtrative Codein both print and
electronicformats.

Providelistsof qualified candidates
to appointing authorities at thetime of
need.

Increasethe number of ridersonthe
New Jersey Rail Systems.

Sample Goals, Job Responsibilities
and Essential Criteria

Job Responsibilities:

Assuresthe safety and well being of
thepatientsat al times.

Screenscalscomingintothe
employment center.

Developscoursesfor entry-level
programmers.

Overseesthe marketing and advertising
of OAL publication.

Maintainslogsfor identifyingand
tracking decisonsand other
work-in-process.

Maintainsdiscwith decisonsand
placescopiesof decisonsinlibrary
filedrawer.

Supervisesclosing out of al casefiles
to be sent to various State agencies.

Supervisesand directs*transmittal of
files’ cover |etter to appropriate
agency whichlistseach case by
docket number and name.

page 39



Examples of Essential Criteria for Measuring Performance:

Cost:

Dollarsspent

Varianceaganst budget

Ratio of replacement vs. repair cost

Waste & overtimeincurred

Totd cost of training given

Amount of money saved by recommendati ons/suggestions

Time (Clock / Calendar) Measures

Reductionintimerequired for preventive maintenance process.
Deadlinesand schedulesmet

Averageresponsetime

Projectscompleted per month (on time)

Number of minutesbeforeinitial contact

Number of hoursto respond to requests

Number of daysit takesto complete an unusual case

Number of daystofill atraining need once determined

Quantity

Number of servicesprovided

Number of units produced

Callsper hour

Percent of correspondence answered within certain number of days
Percent of training needsfilled

Quality

Accuracy of information provided

Ratio of error / correct cases

Customer complaints and Thanks

Error rate or rejects

Compliance with specifications

Returned items

Internal feedback and reports

Supervisor’s and customer’s perception of quality of response
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Essential Criteria

Reportsconditionswhichmay impact ~ Annualy, nolater than October 15,
onthesafety and well being of preparethe NJRegister publication
patientsat thebeginning of theshiftor  deadline schedulefor thefollowing
immediately assituationsoccur. year. No later than Dec. 15, prepare
the Register production schedulefor

Callsareanswered onthesecondring  thefollowingyeer.

and directed to the appropriate

personngl. Logs, discsandfiledrawersare

accurateat al timesand decisions

Coursesaredevelopedinaccordance  Placedinlibrary filedrawer by the

Answers phones, takes messagesand
handlespublicinquires.

No morethan 2 valid complaints per
month; phoneswill beanswered
courteoudy within 2 rings, messages
will becomplete (date, time, caler,
phone number, message).

Overseesthe development of PARs

with established guidelinesand end of each week. for dl staff within Bureau and has
brochure. and closed out with 95% sent to
agency no later than 10 calendar days
after receipt by South Unit.
Sample Essential Criteria
Secretary / Clerical
. Number of timesmessage are (or are not) delivered
. Percent of actionitemsdone (or not done) on schedule
. Period reports completed on schedul e (or not completed on schedul €)
. Number (or Percent) of Administration errors (not using theright procedures)

. Percent of pagestyped (retyped)
. Amount of filing completed per week

. Documentsfiled properly (or improperly) per week

. Percent of telephone callsanswered withintwo rings
. Pages processed error-free per hour

. Number of customer complaints per month

. Percent of errorsontime cards
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Accountants / Auditors

Percent of reports on time (or late)

Average number of days from receipt to processing documents
Number of complaints by users

Percent of errorsin reports

Amount of time spent appraising/correcting input errors

Time spent correcting erroneous inputs

Number of audits completed per month

Number of audit errors made per month

Customer satisfaction —i.e. number of complaints about inefficiencies

Human Resources (Personnel)

Number of grievances processed per month

Percent of total required PAR forms completed

Time to process documents (per type of document)

Time to process new employee applications

Customer satisfaction — Number of customer complaints;
Number of complaints satisfactorily resolved

Number of classification actions processed

Number of compensation actions processed

Number / Percent of discrimination complaints processed

Time to process insurance claims

Number of suggestions resubmitted and approved

Percent of documents file on schedule

Percent of training courses evaluated excellent

Number of daysto answer suggestions

Customer satisfaction indices —

Number of EEO/AA Complaints

Opinion survey ratings

Time to answer customer complaints
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Administration / Purchasing

Purchase order cycletime

Errors per purchase order

Timeto answer customer complaints

Percent of requested itemsdelivered on schedule

Major Job Responsibility and Essential Criteria

Job Responsibility:

Receptionist

Incumbent’s performancewill be considered “ Commendable’ when eight out
of ten callsareanswered within threeringsand callersaregreeted in thetone
of voicemodeled during training, aswell aswith the name of the department
(organization) and the Receptionist’snamefollowed by “May | helpyou?’

These apply when the number of callsand the number of “walk-ins’” do not
exceed 20% of average.
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Major Job Responsibility and Essential Criteria

Job Responsibility: Lead/conduct research projectsregarding labor marketsand significant
developments, including identification of trendsand establishing an early
warning system to notify management of unfavorablevariancesfromnorms.

Essential Criteria: Research assignmentsare assigned an accurate priority rating onthe
followingscae:
» Priority #1—Responshilitiesrelated to NJ L abor Market
*  Priority #2—Researchrelated requests
»  Priority #3—Databases and rel ated assignments
» Priority #1 responsibilitiesare completed within 24 hoursof being
received.
» Priority #2 responsi bilitiesare compl eted within oneworkweek of

being received.

» Priority #3 respongbilitiesare completed on an astimeisavailable
basis.

»  Employee consultswith supervisor when prioritiesand deadlines
conflict.

Major Job Responsibility and Essential Criteria

Job Responsibility:  Answersthe telephone

»  Telephone manner ispleasant and courteous. It may be necessary to
define courteousand pleasant if theemployee hasdifficulty meeting this
standard or if you haveavery specific behavioral requirement (ex.
phone courtesy requiresanswering inthreeor fewer rings).

» Employeedoesnot leavecalerson hold for longer than 30 seconds
without acknowledging they aretill waiting

» Information providedto callersiscorrect and complete

* Messagesare complete and delivered promptly

e Customer complaintsdo not exceed 2 per annua rating period
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Major Job Responsibility and Essential Criteria

Job Responsibility:  Preventive maintenance. Responsiblefor completion of preventive maintenance
to ensure smooth-flowing, uninterrupted production.

Essential Criteria % of Preventive Maintenance orderscompleted ontime
__%of jobsrequiring rework
__% partsaccurately ordered and deployed

__ % supply —repair itemsin stock vs. out of stock

Maor Job Responsibility and Essential Criteria

Job Responsibility:  Responsiblefor customer satisfaction, including satisfactorily and efficiently
addressing and resol ving customer complai ntswhile managing the customer
service budget to meet expense constraintsand center goas. Alsoresponsible
for improving/ streamlining flows, including reducing timeit takestoresolve
complaints; Consolidation of customer servicecenters.

Essential Criteria: By theend of June 2000, reducetime necessary to resolve complaintsfrom 10
to5days. By end of FY 2000 consolidate 2 customer service centerswithout
any decreasein performance.

page 45



Maor Job Responsibility and Essential Criteria

Basic Ratee Assignment:

Job Responsibility:

Essential Criteria:

Some Development
Activity Alternatives

To provideactivetreatment toindividual sand assuretheir safety, well-being
and appearance.

Assuresindividud’ssafety andwell being at dl times

Accountsfor whereaboutsand followsthe supervisors directionsasdeter-
mined by the|DT,

Followsthecriteriaprescribed for protective services,
Reportssituationswhich affect individual’ssafety and well being;

Respond to differing needsof individua son different shifts

Specia Projectsor Assgnments

Working with aPeer or closely with the Manager

Mentoring

Training Courses, Videosor Audio Cassettes

Library Research or Other Relevant Readings

Seminarsand Workshops

Loca and National Professiona A ssociation Memberships

page 46



Justification

Ms. Work prepared additional documentsto support therequest for anin-
creaseinfunding for the program. After the meeting, it wasdetermined that her
foresight wasthereason why funding wasgranted. She congistently goes
beyond what is asked and encourages othersto do likewise. Another example
of theconsistent highlevel of her performanceisher organizing ateam of
support staff to reorganizethework areaiin order to improve communications
and theflow of work. Without direction, she prepared aproposal on her own
time, met with the staff during her lunch hour and when they reached consensus,
presented the approach to management.

Thiswould justify an* exceptiond” rating for aSecretarid Assistant but may not
be sufficient tojustify such arating for anAdministrativeAssistant. Expecta-
tionsplay animportant rolein determining therating. Thoseinhigher titlesare
expected to do more, to think outside of the box and to be more self-directed.
These expectationsvary based on the organizational cultureand should be
takeninto account when assigning arating.
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Justification with
Development Plan

Mr. Land hasared interestin computersand hasfunctioned well inhisroleon
theHelp Desk. Hisknowledge of various applicationsand customer service
skillshave been acknowledged by over 100 calersto the center during this
past year. However, heisnot proficient in network problems. Thiscauses
delaysin responsesduring emergencies and he should receive some additiona
traninginthisarea

Development Plan: Courseinloca areanetworks

SpecificAction: At theearliest possibledate, sign up for and takethe
Network Courseat thelocal community college. Inaddition, meet withMs.
Comp on Monday morningsto discussthetypes of networksused by our
clients.

page 48



Common Evaluation Errors
to Avoid

Leniency

The supervisor has observed unacceptabl e behavior but avoidsdeaing with
theproblems. Thissendsamessageto theemployeethat all iswell with his/her
performanceand that the unwanted behaviors are acceptable.

Central Tendency

All employeesreceive equivalent ratingsregardless of performance. Thiserror
createsmorale problemsfor outstanding performers. Poor performersare
giventhe perception that their performanceisequal to theoutstanding
performers .

Recency
The supervisor basesthe eval uation onincidentsand behaviors observed

withinthefew weeksleading up tothereview discussion rather than theentire
review period.

“Halo” Effect

Thesupervisor ratestheindividual satisfactory onall or most job factors, but
givesanoverd| rating of outstanding.

“Pitchfork” Effect

Theemployeeisrated outstanding on al but onejob factor, yet receivesan
overal rating of satisfactory.
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Performance Assessment Review
(PAR)

Frequently Asked Questions (FAQS)

Who is required to
receive a PAR?

When should | receive my
PAR Job Expectations
(Section 1)?

What should happen if |
disagree with the Job
Expectations?

May | be assigned duties
not on my PAR?

In State Service, the Performance Assessment Review (PAR) Program shall
apply toal employeesinthe career service, aswell asthosein unclassified
titlesasdesignated by particular departmentsor agencies. Whilenot man-
dated, departmentsand agenciesare encouraged to includeall unclassified
titlesinthe PAR Program.

Within areasonabletime after the start of the new rating period, new appoint-
mentsor promotion. A face-to-face meeting with your supervisor should take
placeto review theelements of your PAR (i.e. the Job Expectations, Perfor-
mance Factorsand Evaluation Conversionto Overal Rating.)

Recommended: 2-3 weeks

Assuming that you have noted your di sagreement with supporting comments,
you and your supervisor should discussthe situation to seeif it can bere-
solved. If not, thereviewer should then be consulted to seeif aresolution can
bereached. Depending on theissue, theemployeehastheoption of filinga
classification appeal or anon-contractua grievance. However, until theissueis
resolved, the Job Expectationsremainin effect.

Yes. Your Par Job Expectations contain only your major job responsibilities.
However, if aduty becomesasignificant part of your workload, it then should
become part of your Job Expectation, with both you and your supervisor
initialing and dating thechange or addition.
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What happens if | do
NOT receive a
Final Rating?

When are PAR
Ratings NOT used
to add points to
promotional
examinations?

How does PAR relate
to the Working
Test Period?

For what period of
time am | rated?

Will my rating
period change if | go
on Leave of Absence?

First, you should ask your supervisor, thenthereviewer, for aFina Evaluation
Rating. If youareunsuccessful, you should then contact your Personnel Office
toinformthem of thesituation. If aFina Evauation Rating isnot submitted,
there will not be an Official Rating entered in PMIS and PARS. How-
ever, for promotional or layoff purposes, you will be treated asif your
received arating of “Commendable” or “2” for that rating period.

1. Whenever asupervisor completesaperformancerating for oneof the
supervisor’ssubordinates or actsasareviewer for asubordinate’ srating and
competesin the same promotiona examination, thenthe PAR Ratingsare not
used for any applicantsin that unit scope.

2. Whentherating isolder than onerating period.

The PAR Job Expectations should be completed at the beginning of the
Working Test Period. These Job Expectationscanthenassistinthe
completion of theWorking Test Period Evauation. Thelnterimand Final
PAR Ratingsand Plansare compl eted twice each year, Six months apart,
regardless of the starting date of the Working Test Period.

Therating cycleisoneyear; however, sx monthsafter thelnitia
Agreement, the I nterim assessment isdue and six months|ater,
the Final assessmentisdue.

Rating periods have been standardized and are not tied into your anniversary
dateasinthepast. Your rating period will remainthesameif you takealeave.
You will berated for thetimeyou actually worked.
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What happens if |
change supervisors or
transfer to a new unit,
but keep my same title
and duties?

What happens to my
PAR if | get promoted or
my title changes?

What happens if |
receive a Rating of
Unsatisfactory?

After | reach Step 8 in
the compensation scale,
do I still have to wait 18
months until my Final
Evaluation Rating is
completed?

When will | receive my
increment?

What is the role of the
Reviewer?

A pro-rated“ closeout” PAR Eva uation should be donewith theformer
supervisor. New Job Expectations should be devel oped with the new
supervisor. At theend of therating period, theratingsof theformer supervisor
and the new supervisor should bepro-rated to arrive at the Final Rating.

Inthiscase, you should receiveaFinal Rating for theformer title. New Job
Expectations should be devel oped for the new title.

If youreceivearating of “Unsatisfactory,” your supervisor must make clear
inyour Final Development Plan the stepsyou must taketo bring your
performance uptothe*Commendable’ level. A performance conference
shall be conducted after three months or such shorter period of timeas
determined by the supervisor.

No, you continueto receiveaFina Evaluation Rating on the scheduled dates.
Theincrement for Step 9will be given 18 monthsafter you havereceived your
Step 8increment. Approva or denia of thisincrement will be based onthe
most recent Final Rating.

If you areentitled to receive anincrement, your increment will begivenonthe
pay period of your Anniversary Date. If you receive aRating of Unsatisfactory
onyour most recent PAR, your increment will bedenied.

Thereviewer istherater’srater. He/she should ensurethat the processis
handled equitably. If thereareconcerns, thereviewer should attempt to
resolvethem. Itistherater who hasultimate responsibility for theratings
assignedto higher ratees.
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Can an agency have
more than one PAR
model?

Does an agency have to
have written PARs for its
employees?

Can an agency rate
“by exception” and
assume that most
employees are
performing at an
acceptable level?

What kinds of
performance factors /
elements can an agency
use in PARs?

What is a “significant
fact or event?

Does an employee have
to have a PAR Rating of
“Unsatisfactory” before

action can be taken?

Does the Department of
Personnel (DOP) have to
approve an agency’s
PAR System?

Yes. Agenciesweregiven thechoiceof PAR models. Selectionswere made
based on agency needs and the type of work assignmentsfor groups of
employees.

Yes, PARsmust be documented on the prescribed forms.

No, every employee should have a PAR and thereby be given the opportunity
togrow and devel op professiondly.

Thelisting of performancefactorscan befoundin Appendix A.

A significant fact or event issomething that isout of the ordinary for theem-
ployeeinquestion.

No, if asupervisor noticesdeviationsin performance, immediateintervention
should occur. Theemployee should begiven every opportunity toimprove.

Yes, the Department of Personnel (DOP) must approveal PAR systems.
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If an agency makes
minor changes to their
PAR System, must it
obtain approval from the
Department of Personnel
(DOP)?

Are agencies required
to use a “Forced
Distribution” Rating
approach? Are they
permitted to use

such a method?

Are there any
“safeguards” to prevent
intentional or uninten-
tional rating errors?

What, if any, steps are
available for employees
who feel they have
been unfairly or
inaccurately rated?

Does the Rater
(Supervisor) have the
authority or
responsibility to tell an
employee that the
employee’s performance
Is “Unsatisfactory”

Yes, information on PAR models, rating cycles, etc. are housed inthe data-
base, PARS, and used for reporting purposes. Any changes to the system
must be approved by the Department of Personnel (DOP).

Ratings should be based on the performance of anindividual employee.
Ratings should not be based on some predetermined perception that acertain
number of employeesmust fall into aparticular category.

Auditswill beconducted by the Department of Personnel to determineif
errors have occurred. In addition, the Performance Assessment Review
System will check for errorsin calculating the final rating.

Empl oyeeshave the non-contractual grievance proceduresavailableto them,
aswell asthe newly formed Joint Union Management Panel.

It should be the goal as the employee’s supervisor (Rater) to keep the
employee informed about the assessment of the employee’s performance,
particularly when that assessment is negative. In addition, there may be a
policy or practice in agencies that must be followed when notifying
employees that their performance is “Unsatisfactory”.
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Does the Rater
(Supervisor) have to
wait for the Interim or
Final Performance
Assessment Review to
tell an employee that the
employee’s performance
Is “Unsatisfactory”?

Should a Ratee get a
copy of all the Rater’s
documents about

the employee’s
performance?

No. Good managers provide employeeswith performance feedback onan
ongoing basis, throughout therating period. Theimportant thing to remember
isthat no onelikestofed “sandbagged” at PAR time—Interim or Final—so
therater should confront any poor performance as soon asit becomes
evident.

Employeesmust be given acopy of thedocumentsthey signfor thelnitia
Agreement, Interim and Final sessionsthat pertainto goal's, expectationsand
responsibilities, measurement criteria, etc. It isexpected that supervisorsmay
take" supervisory” notesto serveas“memory joggers’ regarding the
employee' sperformance. For example, these notes can includethe datesor
number of timesan employeewasgiven aninstruction. Thistypeof “supervi-
sory” information does not haveto beincluded inthe documentsgiventothe
employees.
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